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. INTRODUCTION

M acedonian local government is a the threshold of anew era. Once, only an extenson
of the nationa government, today's demands require that sound management principles be applied
to dl aspects of adminigtering the municipaity. Until now al decisons on hiring practices, sdary
sructure and employment requirements were dictated to local officias. With the recent changesin
the law and those that are anticipated much more of the respongbility for these functionsis being
passed to locdl officids.  As such, amuch greater attention must be paid to the individua employees
working for the municipdity. Modern personnd administration has become one of the most
formidable components of progressive and efficient management. In order for M acedonian citiesto
become effective and efficient modern techniques associated with personnd administration must be
implemented.

Macedonia is dowly changing from the old systern where jobs were a socid right and the
cost of employment not aloca congderation. The cost of running local government today is critica
and one cannot overlook the expenses of human resources any more than the cost of gasoline or
equipment.

At the same time managing human resources adds a new dimension to efficiency efforts.
No one in authority wants to exacerbate an dready bad unemployment problem by diminating jobs
but a the same time the cost of maintaining unnecessary personnel can be an enormous burden on
the budget. Thus techniques must be explored that will strike a balance between these two issues.
Likewise thereis little subgtitute for improved wages as an incentive for better performance but in a
condition where use of thistechnique is limited, other motivation techniques must be found. Findly,
work load digtribution and adequate training are critical in asystem short of funds, to assure that the
few will not be overburdened with the respongibilities of the many.

This sdf study guide is not intended to provide an dl indusive guide to personnd
adminigtration. Rather it gives a series of tools and suggestions that can be incorporated into a
system to make it more efficient and effective. Early in this program amanud called CRITICAL
ISSUES IN EFFECTIVE PERSONNEL ADMINISTRATION was published as part of this
series. Thisrevised manua incorporates those items as well as presenting more extensive materid in
the area of human resource management.



II. GENERAL PERSONNEL MANAGEMENT

1. Administrative Structure

The firgt congideration in improving the human resource management is to review
the leve of attention the issue is getting from the adminigration. To be effective there must be
someone who is specificaly tasked with this responghility. 1n some Macedonian municipdities this
functionis relegated, if addressed at all, to the responghility to the Secretary. However, in many if
not mogt municipdities the work load given to the Secretary precludes his actively spending much
time managing the details of the municipdity's human resources. In some cases the Mayor retains
direct respongbility over this function, which he/she is ultimately respongible for anyway. In either
case it is strongly recommended that a specidist (preferably a senior specidist) be assgned, whose
sole respongbility isto manage personne related activities. This action does not necessarily change
any of the responghilities that others have in personne functions but in time may dlow for some
consolidations that will save cogt.

Theinitid role of the personnel specialist can be to coordinate the activities to insure that
the system isin compliance with the policies of the administration and council and isbeing
adminigtered consstently throughout the organization. When the demands of human resource
management increase beyond the capability of a single speciaist these functions can be turned over
to a personnel department. Other duties of the specidist can include:

C Deveoping rules and regulations pertaining to al aspects of human resources which
are ultimately gpproved by the Mayor and City Council

Assting in the development of job descriptions for the municipality

Advertisng dl municipa postion openings

Providing initid screening or review of employee gpplications

Advisng and informing the mayor and city council on laws and decisons of the
central government that pertain to personnel.

) O O O

2. Organizational Structure

One of theinitid tasksin taking afresh look at current personnd adminigration isfor
each municipdity to review its own organizationd sructure. Traditionaly, most loca governments
review their sructure on a city-wide basis and then develop individua charts for dl departments
and agencies within the local government. Since most Macedonian municipdities are smal, some
governments can develop asingle, city-wide organization chart; others may choose to complete



both.

The organization chart denotes the personnd structure in an organization. It lists each
position and its corresponding relation to the department director and other positionsin the

Driver

Mayor

Personnel Specialist

Receptionist/
Secretary

Communicatons
Director

Citizen Liaison

Communicatons
Specialist

department.
Organization
chartsindicate
the supervison
Structure and
reporting
relationships
aswdl asthe
number and type
of employees
within agiven
organization or
department as

illugrated in the samplesin Exhibit 1 and Exhibit 2. Exhibit 1 providesa sample of an organization
chart for amayor's office. In this example the Mayor has six direct employees. The Driver, the
receptionist/Secretary, the Personnd Specidist and the Communications Director al report directly
to the Mayor. The Communications Director supervises two employees - the Citizen Liaison and

the Communications Specidid.

Exhibit 1

Exhibit 2 isagenerd Municipdity wide organization chart, showing the Mayor as the head
of the government and the various department heads that report directly two him. Beneath each
department head should be an additiona organization chart that would graphicaly display the

department they manage.

Exhibit 2



Utilization of organization charts is a good way to assess the current relationships within the
organization and thus be able to develop dternatives that fit the changing needs of the municipdity.
It must be remembered, that though they are a vauable tool they are neverthelesslimited in the
benefit they provide, snce they do not account for individua human persondities which aso affect
the reationship of the structure.

3. Categorizing Jobs and Employees

One of the keysto efficient and effective management of human resourcesisto be
sure that employees know what is expected of them and management has an understanding of what

Mayor
Secretary of Mayor
Administration Office
Deputy
Mayor
Public Finance Urban Culture Social Registry
Services Planning Sport Assitance Office

they should expect from each employee. In addition a systemazation of this process will insure that
personnel decisions are made as objectively as possible and that employees will receive fair and
equa trestment throughout the organization. Two very important techniques used to accomplish this
are Job Classfications and Job Descriptions.

A.JOB CLASSIFICATION SYSTEMS

Classfication of postionsis the process of finding out what kinds or "classes’ of
positions there are in the organi zation and establishing a systematic record of these classes and the
particular positions which fal under each class. The duties and responghilities (as specified in the
Job Description) are the basis on which pogition classes are determined and the individual positions



are assigned to their appropriate classes.

When every position has been dlocated to its gppropriate class, each classwill consst of &
positions within the entire city government which fal into that dass (regardless of what department
or city agency they arein). Therefore each classis representative of positions across the
organization which are dikein terms of duties and respongihilities; this equates to the same leved of
pay within the overd| sdlary structure,

As personndl classfication and pay scales become less centrally controlled and more a
function of theindividua units of locd sdf-government, it will be important that municipaities adopt
such a classfication and pay plan. Having such asystem in place ensures:

the equa trestment and equitable payment of employees doing the same type of
work regardless of where in the organization they are working.

a competitive recruitment process based on the actua requirements of the job;
the placement of employeesin postions suitable to their abilities; and

atool for more accurate budgeting of personnel expenditures.
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Exhibit 3 and Exhibit 4 illustrate how a basic pay scae dong with the corresponding
classfication planis sructured. These are examples and should be used for illugtrative purposes
only. It should not be construed as corresponding to any existing classfication plan.

Exhibit 3
SAMPLESFROM A CLASSIFICATION SCHEDULE
Range Classification and Positions Salary Range
Range 3 8467-10639
Receptionist
Maintenance Worker
Laborer
Range 9 11094-15091
Communications Specidist
Persond Driver
Clerk/Typist
BASIC PAY PLAN
Exhibit 4 (Sdaries expressed in Denars per Month)
Pay Range Monthly Monthly Monthly Monthly Monthly
Number Sdary Stepl | Sdary Step2 | Sdary Step 3 | Sday Step4 | Sdary Step 5
1 7500 7875 8270 8680 9116




2 7950 8427 8933 9469 10307
3 8427 8933 9469 10037 10639
4 8933 9469 10037 10639 11277
5 9469 10037 10630 11277 11954
6 10037 10630 11277 11954 12671
7 10630 11277 11954 12671 13431
8 11277 11954 12671 13431 14237
9 11954 12671 13431 14237 15091
10 12671 13431 14237 15091 15997
11 13431 14237 15091 15997 16957
12 14237 15091 15997 16957 17974

Note: in this arrangement an employee within a certain classification is eligible for increases up to the maximum
shown in Step five, usually based on the quality of performance and the results of the employee evaluation (See
section V of thisguide). In order to progress beyond that level the employee would need to be promoted to a
more highly classified level. Over time and depending on inflation the entire scale can be upgraded to meet
competitive salary scales.

In addition more steps can be added as necessary

B. JOB DESCRIPTIONS

In order to implement atruly fair and effective personnd management sysem it is
imperative that al employees know, what is expected of them and exactly what their job entalls.
For that reason it is not only a good management tool but also a good control factor to have a
complete job description on each employee. The job description will provide the employee a better
understanding of what is expected of him. It will insure that when it istimeto rehire, that a
predetermined set of qualifications exists, by which to judge candidates for the job. Thusthe
system of appointmentsto city positions will be based on merit rather than favoritism or persona
friendships. In thisway the overdl effectiveness of government is enhanced.

Job descriptions take any number of formats but should include as a minimum:
C A brief description of the position and its respongbility

C A liging of required educationd, skills, experience and
qudifications

C An description of the department that the position isin.



C An extengve liging of the actud requirements for and
responsibilities of thejob. These should be descriptive
enough that the employee can be held accountable for them.

Job descriptions can be useful tools in many other ways aswell. As circumstances change
they can be re-written to take into account new needs and duties within the city. Thiswill insure thet
the person doing the hiring has adequate knowledge of what will be needed by the new candidate in
order to fulfill the requirements of the pogition. It can aso be used by employees as protection
againg unwarranted requests or demands from supervisors. As part of the overall attempt to
indtitute quality control in government it is strongly recommend that the Job Description, be abasic
ingredient. Examples of acommonly used style of job description are included in APPENDIX 1
of thismanudl.

Using techniques such as Job Classifications and Job Descriptions, as well as other
techniques described later in thisManud, dl tend to raise the public's trust and belief in loca
government. Asthe public begins to see that decisions are made objectively, based on sound
management principas and by predetermined, publicly available criteria, they begin to become more
truging of officids.  They begin to believe that the government is acting in their bendf and not in the
of interest of the few. Thus these personnel administration suggestions can be far more than just a
sound way of administering. They can be invaluable toolsin the overal governance process.

4. Controlling Per sonnel Related Costs

There are many ways to control the cost of personnel. Theflexihbility granted by the
nationa government, to determine sdaries and daffing levels will determine some of these. The
surest way to control employee cost isaways legd. That isnot to hire the employeein the first
place. Such apolicy sounds preposterous but in actudity isvery effective if undertakenin a
systematic and highly controlled fashion.

There are two basic dements to this method:
A.ANALYSIS OF DEMAND FOR PERSONNEL

The firgt eement involves the basic research needed to determine how many city
employees are redly needed in each department. Since thiswill not be aone time but rather an
ongoing andysis the need for the personnel specidist isagain gpparent. The research will require
that a cost analysis study be done for each department to critically analyze the number of personnel
and the efficiency of the department work. (If for example a department of 10 people who produce
services for 1000 people a month could do the same work with 6 people perhaps there is reason for
areduction. The andysis must dso consder, however, the demand for the service. If athousand
citizens are being served and the demand is for two thousand, then other corrective measures are
probably caled for.) A properly trained personnel specialist could probably conduct these studies,



in house, after going through severa with an expert.
B. CONTROLLING THE HIRING PROCESS

Once aclear and concise picture of how many people are actudly needed is
determined the contral function can be implemented. The smplest way to do thisisto put an
autometic hold on dl replacements for two to three months. This should include terminations thet
occur for any reason, including retirement. At the end of the autometic waiting period Department
Heads should be made to justify the need for the replacement. There will of course need to be
exceptions to the rule. When these are made they should only be  with the explicit permission of the
Mayor or hisdesignee. In departments where there has been over staffing, it will become readily
apparent that the work which was done by the departed employee is assumed by others and by the
end of the two month period there will belittle left of the job asit wasto berefilled.

This technique serves two other very vauable purposes aswell. It saves having to terminate
employees, snce naturd atrition is used as the means for saff reduction. Asaresult the impact of
gaff cost reduction will be much dower, but nevertheless steady and without personal
consequences. The second purpose is the enormous amount of money it can save. At the beginning
of the year amunicipdity budgets for 100% of employee costs.  Utilizing this technique will result in
using only 80- 90% of the budget. Though such a savings may not seem of critical importance for
municipa saff that are paid by the conditiona budget, it can have an enormous positive effect when
extended to the municipa enterprises. Furthermore, as more responghility is shifted to the loca
government and the independent budget, it is only amatter of time before it becomes a necessary
concern Once the optimum levd is reached and employment totas leve off there will not be
the continued savings with relation to the budget each year but the overall cost of operating the
municipdity will remain much lower.

It should also be noted that using this technique will sometimes end in a determination of
more employees being needed for a department of for specific functions. When thisisthe caseitis
agood ideato find any resources possible to add the needed employees. Under staffing can often
be as codlly, in terms of productivity as over gtaffing. Continuing to use this method on along term
basiswill eventudly result in a balance of staffing gppropriate to the workload and demands.

10



11 RECRUITMENT AND SELECTION

Macedonian employers are beginning to change the ways they hire new employees.
They arerelying less and less on the traditiona recruitment methods of depending on "word of
mouth” to get word out or only hiring relatives and friends. Instead they are implementing more
modern methods of recruiting and sdlecting employees. Asthe current job market begins to expand
and provide an increasing number of professiona leve jobs, local governments will need to inditute
effective recruitment techniques. Traditiondly in many places, loca governments cannot compete
with the private sector in terms of sdlary level. However, it can offer other benefits which can and
do attract and retain good employees. Chief among these, is the openness and transparency of the
system that gives employees and potential employees the assurity that they are being treeted fairly
and honedtly.

Locd government employment often suffers from an image problem. Mary young people,

rightly or wrongly, assume that local government positions are less challenging, have less promotiond
or sef-development opportunities than private sector jobs. Aslocd governments begin to adopt the
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modern personnel management systems, recommended in this manud and others, the image of the
local government will improve and with it the desire of more people to seek jobs in the public sector.
In turn thiswill give locad government managers a bigger choice and thus leed to a higher quality of
personnd. One of the most important ways that municipdities can srengthen its employment
practicesisin the areas of recruitment and selection.

Itiscriticd to understand that for any modern system of personnd management to be
successful, any practices which encourage or alow patronage must be dispensed with. The
recruitment of personnd must be done on an open, competitive basis to be effective.

1. Recruiting employees

The cornerstone of an effective recruitment program is publicity. Unless prospective
candidates learn about job opportunities then most other aspects of the employment selection
process are virtudly pointless. Under the genera heading of publicity fal anumber of media
channds for information (newspaper and radio advertisements for example) but before the type of
medium is selected it isimportant to determine the source of qudified candidates. Typical sources
for qudified gpplicants are:

C Universities, technicd or trade schools
C employee unions

C other governmenta agencies
C professond societies or organizetions

C employment agencies

After the principal source of candidates have been sdalected, the next step is to choose the
best method of reaching these sources. One of the standard methods is to issue awritten job
announcement which formally notifies applicants thet a vacancy exists. The announcement of a
vacancy or examination for a pogition should include the following informeation:

1. Postion title, Classfication and Sdary Range

2. Destription of the job duties and responsibilities (summary of job description)
3. Minimum Qudifications

4, Starting Date

5. Application Procedures

6. Closng Date of application.

In addition the announcement may describe some of the advantages of employment indluding
promotiona and specia educationa opportunities.  Exhibit 5 provides a sample of ajob
announcement that might be used for newspaper advertisng.

Exhibit 5

Pogtion Opening
The City of Anywhere, Macedoniais seeking quaified candidates for the position
of Finance Director. This upper level position (level 15) reports directly to the Mayor and
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sarves as the Chief Financid Officer for the Municipality. The successful candidate must
have a bachd ors degree in accounting or related fiedld and aminimum of 10 years
experience in loca government finance. Applications must be filed not later than July 31.
The expected garting date for the position is Sept. 1. Further information on this position
including a complete job description and application forms can be obtained from municipa
personnel specidigt at City Hall, Room 123 between 8:30-and 3:30 Dally. (Telephone#
000-00000),

The announcement should be provided to all sources of potential gpplicants. These sources
may differ depending on the position that is being recruited for. Pogtion announcements can dso be
placed in gppropriate professional society journds, newdetters, or publications. Publishing
vacancies in the local newspaper isamost common practice for municipdities. Many timesa
weskly listing of dl vacanciesisannounced. 1n such casesit isimportant to establish one
standard location, such asthe local newspaper, where all job listings are placed all of the
time. Thiswill soon be recognized by the community as the place that they can count on
finding any job availabilities that the local government hasto offer.

It is not dways sufficient to publicize ajob announcement and then take whatever candidate
comesaong. For certain important positions, such as a Department Head, it may be necessary to
seek out qudified people who may adready have positions and induce them to gpply. In addition it is
agood ideafor the personnd specidist to keep afile of inquiries concerning employment and to
send job announcements to al people who have previoudy expressed and interest in the kind of
position being recruited.

To ensure that dl applications are equitably considered and reviewed it is common practice
for loca governmentsto require that al gpplicantsfill out a sandardized gpplications form. Exhibit 6
provides suggested information that should be in on an application form. Thisform isusudly
accompanied by the gpplicants Curricula Vitae and other supporting documentation.  Routinely, the
goplication form is submitted to the Personnd Specididt for initia screening. The Specidist reviews
the gpplication the application to ensure that it is complete and that the gpplicant meets the minimum
job and educationa requirements for the position as stated in the Position Description. After the
initid screening process is complete, the eigible candidate application packages are forwarded to
the department head or appropriate senior management position in charge of interviewing and
sdecting the new employee.
Exhibit 6
STANDARD JOB APPLICATION REQUEST FORM INFORMATION.
Any stlandardized Application form should request, a a minimum, the
fallowing information:
Name of Pogition Applied for.
Applicant's Name, home address and tel ephone number
Applicants date of birth, place of birth, marital Status, sex (where permitted)
Identification Card (passport) registration number
Ligting of al educationd indtitutions attended, graduation dates, degrees received
and subject areas sudied

) O O O O
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© Names of two or three personal and work related references aong with telephone
numbers and addresses
C A complete listing of al previous employment (usudly over the past ten years)
induding:
* Name, address, and telephone number of employer
* Type of business
* Dates of employment
* Number of employees supervised by the applicant
* Starting and find sdary
* Reason for leaving podition
* Name and title of immediate supervisor
C Applicants Signature, and date of sgnature
c Listing of Specid Skills, awards, commendations etc.

2. Selecting Employees

Employment is no longer considered a socid guarantee and as such the
compsetition for desirable positions in both the private and public sectors will increase. The success
of any organization depends on the success of its employees. Sdlecting the appropriate individud to
fill avacant podtion isan important decison. Asloca governments become better placed to
actively seek and choose more selectively from alarger group of qudified applicants, they must
adapt appropriate techniques for saecting the best people for their postions.

Once the pool of gpplicants has been screened by the Personnd Specidist, the supervisor
must select the appropriate candidates for interviews. Employees should never be selected based
solely on the strength of written gpplication materids. It isimperaive that persond interviews be
conducted to evaluate and determine strengths and wesknesses which are not readily ascertained
through written materids. These include the applicant's ability to communicated idess effectively, the
ability to present him or hersdlf in a professona manner, and other observable traits which are
invauable in making a personnd sdlection.

In a successful interview Situation, both the employer and employee are assessing each other
to determineif the "fit" isright. Usudly a some interview stge, by virtue of his or her qudifications,
the interviewer has some comfort level in knowing that the gpplicant has the basic ability to perform
mogt if not al aspects of the job. Among other things, the potential employer usesthe interview
Stuation as an opportunity to gage the candidate's overal appropriateness for the pogtion; and if
he or she has the potentid to work well with co-workers and become a productive contributor to
the department and government organization. On the other hand, the job candidate uses the
interview Stuation to determineif the position actualy does meet hisor her expectations and if the
job fulfills or has the potentid to fulfil persond and professond needs and gods.

There are many forms that an interview can take. These often depend on the levd of the

position being filled and aso depend on the employer's management style. For key or top
management poditions the sdlection process may indude a series of interviews involving an interview
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pand. For less sengtive recruitments, one or two interviews with the supervisor or severd co-
workers may be sufficient. In addition to the traditiona question and answer
format, employers use avariety of techniquesin the interview process. These could include, for
appropriate positions.

C Requesting brief verba or written presentations

C Completing work related tests

C Completing "in-basket" exercises

C Performing typing tests

C Proposing hypothetical work problems or Stuations that the candidate must resolve
Exhibit 7 gives a series of suggestions that help the employer conduct a good interview

Exhibit 7

IDEAS FOR CONDUCTI NG A SUCCESSFUL INTERVIEW

Do not allow any interruptions during the interview (telephone calls, etc.) - give
the candidate your full attention.

Conduct theinterview in a comfortable and private setting
Attempt to put the candidate at ease

Be open, up-front and honest about your expectations regarding the position
Prepare ahead of time a list of questionsto ask all candidates

Know ahead of time what types of qualities you are looking for in the position.
Know what the necessary job qualifications and duties are for the position (Have
a copy of the job description with you)

Ask questions which promote and in-depth response from candidates aimed at
demonstrating communication skills.

Avoid questions of a personal nature which are not directly related to the ability
to perform job duties.

Avoid making negative references regar ding the organization or individuals.
Encourage questions and be prepared to respond to them.

Encour age candidates to express their expectations regarding the position.

MO O O «0) L Q) <O O O OO O )

IV.EMPLOYEE DEVELOPMENT

1. Incentives and M otivation

Concerns about the level of productivity and efficiency on the part of the
daff are common. Any new adminigration has its own set of priorities. It isimportant to find away
to motivate employees toward these goals and objectives. At the same time it must be
demondrated that old ways are frequently no longer acceptable and that individud initigtive, a spirit
of team cooperation and a gtriving for excellence is the norm not the exception. In order to
accomplish this there has to be a sense among the employees that their work means something.
They have to bdlieve if they make the extra effort that Someone cares.  Basic principles of
motivation are Smple and seem dmost to commonplace to mention, yet they are often some of the
most forgotten management tools. A dart in this process can be made by recognizing peoples
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srengths and then helping them to develop their own abilities. Some smple rules make this principle
eader:

* Don't ignore weaknesses, they won't go away. Help the worker to recognize
them and motivate them to take the initiative to improve their own performance
for their own sake.

* Don't amply state rules and procedures as dogma but make sure employees
understand the reasons for these rules.

If asupervisor is dways honest, trustworthy, straightforward and sengtive to the differences
among people he will have gone along way toward initiating the motivation process.

In order to accelerate the motivation process it would help to introduce a series of
incentives to which an individud can gtrive. Ordinarily thiswould take the form of pay increases
ether through promations to higher paying jobs or through merit increasesin the pay for the job
donewell. Understanding the shortness of money and the tight control over sdlaries, exercised
centrally at the present time, this may not currently be apossble. Merit pay through the independent
budget would be an excellent incentive. However, incentives can come in many forms and need not
aways require the city to put out extra cash of any sgnificance. The important point is that Someone
takes the time to recognize employees who are doing a superior job.

Such aprogram will not turn around worker attitudes immediately but should have postive,
long term affects. It will aso begin to develop amentaity among the workers, that their pay will be
based on what they produce. When the system does change, to alow grester control at theloca
level, employeeswill be paid through a system that rewards productivity.

There are many methods of implementing such aprogram. It isimportant to remember that
the rewards should be continuous and consstent, as well as commensurate in vaue with the reason
why the award is given. The better the job - the more sgnificant the award. The more exclusve
the award - the greater value. Also care should be given to insure that employees being cited for the
same accomplishment, evenif from different departments or in different months, get the same or
comparable reward.

Some poss ble incentive bonuses could include..
- An extraweek of paid vacation
- An extraday's paid holiday
- Specid recognition dinners
- Luncheon with Mayor/Council
- Plagues dencoting Employee of the Month/Y ear

A smilar program can be developed for groups such as divisions or departments, to reward
superior performance. Being seen as afunctioning unit is a great enhancement to teamwork within
the organization.

Above dl the smplest and most effective management tool ever known isto make sure to
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compliment and express gppreciation to an employee for ajob well done. When employees know
they are gppreciated you can expect amost anything. The method can vary, the need for the
compliment cannot. A vivid example of this technique is presented in as Exhibit 8.

Aswith most things there are two Sdesto this story. Although greet improvement in
productivity can be attained by increasing peoples vaue for the job there will dways be a need for a
negetive incentive or disncentive aswell. There will dways be some who persgstently do not do a
good job and those who do a downright poor job. For some of them, only the fear of losing thelr
job or being otherwise pendized will provide the needed motivation. Therefore a series of pendties
need dso be indtituted with the idea that they only be invoked when absolutely necessary and for the
most needed cause. The most serious of such penatiesis of course termination of employment and
should be reserved for the most serious of cases. It is customary and appropriate that the reasons
that could be conditions for termination be outlined in advance and published in the Employee
Manud.

Exhibit 8

A CASE OF EXPECTATIONS AND PERFORMANCE...
(Believing in your Employees)

In thelate spring of 1987 Charleston, S.C. was preparing for itsannual Spoleto Festival. This most
compr ehensive of all theworld's Art Festivalstantalized the citizens and visitors each spring. Over 700 arts
eventsoccur injust 17 days. It isstaged in acity wherethe 20 year leader ship of a very charismatic Mayor,
has changed the city from apocket of poverty to athriving metropolis. Theextrawork thefestival createsfor
the City employess, isalways enormousbut that particular year, with but 46 hoursuntil the opening of the
Festival, something special was about to happen.

That year Spoleto had brought areproduction of a 19th Century Italian Circusto play alongside the
operas, danceand music. It wasthe custom of thefestival to open at noon on a Friday, on the steps of City Hall
with anthems, speeches and a small sampling of some performanceto occur later in thefestival.
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At 2:00 pm on the preceding Wednesday, the festival Public Relations Director called the Mayor's
deputy and suggested that it would be a wonder ful public relations coup if we could arrangefor the festival tight
ropewalker to do a skywalk from thetop of City Hall to thetop of the Federal Courthouse
(Diagonally across Charleston'sfamous4 cornersof law - nearly 30 metersin theair.) asthe opening act of
thefestival. After an initial shock and a trip tothe Mayor 'soffice, (wheretheideareceived arapid

Exhibit 8, continued

responseof "doit", from a Mayor already legendary for hisleadership), two extraordinary daysin City Hall
history began.

No oneinvolved was an expert but no oneinvolved was afraid totry. Top management, middle
management and most especially the" crew" had long ago started believing that if the bosswanted it done, then
the only question to beresolved washow to doit. Even after thefirst four structural engineers contacted
declined on thebasisof " your crazy", noonehesitated in directingtheir full energy toward making it happen.
Theburden of the effort fell on the city's maintenance crew who for 46 straight hour s built trusses, cleaned
wire, assembled ling, strungwire and in general performed miracles. Their leader set thetone by working
right alongside the crew and never once hesitating toward the goal. 46 hourslater, after overcoming the
federal bureaucracy, legal regulations, physical impossibilities and numer ous naysayer sayoung lady walked
on a 5/8 inch wire, 400 feet between City Hall and the Court House, 30 meters abovethe ground, whilethe
"miraclecrew' held thewires.

What makesthisstory special arethe people. Long beforeit ever occurred the Mayor, histop
management, Department heads and supervisor s had been acclimated to never saying " it can't be done”.
Difficult challengesweretreated asnormal (I mpossible only took alittlelonger). But the L eader ship
principles needed to engender such aresponsewerelongin place - nor werethey forgotten afterwards.

Fivedayslater a special breakfast was held for the crew, where Dalilah Wallenda, the walker,
personally autogr aphed a photo of the event for every member of thecrew. Also at the breskfast wasthe Mayor
and his staff to say thanks. It only lasted an hour or so. Thewalk had only taken 10 minutes but today that
"miraclecrew" truly believethat they can do anything.

Asapost script tothestory, later that year the most devastatinghurricaneto hit the United Statesin
250 yearsravaged thecity of Charleston. It ismostly because of thiscrew and the other city workerswho
believed the same, and the leader ship that inspired them, that six months|later the city looked like nothing had
ever happened. The sameresponse can happen anywhere. It only dependson leadership. I theleadership
inspires confidence, iswilling to work alongside its people and never gives up on the efforts of those who put it
on theline, it can happen to anyone.

2. Training

One of the most overlooked € ements of good management isthe training of
employess. It ishard to hold someone responsible for afunction and to fulfill that function, using
specified procedures, unless you have adequately trained them. Each work center supervisor as
well as upper echelon management has some burden of responsibility to see that employees are
adequatdy trained. If employees do not respond to new directives, perhgpsthe reason is that they
are not aware of the way in which the adminigtration wants the job done.

There are many ways to conduct the training. Given the current conditions and availability of
fundsit obvioudy cannot be elaborate. But good training procedures do not have to be. A weekly
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session of departmenta training, in the offices, conducted by departmenta personnd on subjects of
current concern would be agood way to sart.  The most important thing isto begin to formally
explain to the employees how things are to be done and what is expected of them. Just indtilling a
notion of customer service, which the old system was not inclined to do, can be some of the most
productive training that can be given and it does not require and sophisticated seminars. Theinitiad
training program can be devel oped through internal cooperation between the department heads and
the Mayor's office. Higher levels of technical and conceptua training can come later.

The god of thetraining isto insure that, at dl echelons of the adminigration, the policy gods
are being carried out as effectively as possible. One good way to initiate an in house training
program is to set aside a period each week when, as a group, the department can review al the
complaints and problems that have occurred during the past week. By doing o, not only those who
have made the mistakes will learn but those who were free of errorswill learn from others mistakes
s0 they do not do the samethings.  Asthings progress other types of training can be set up, either
for the department as awhole or for smaller groups needing more defined training. Eventualy a
system of more specidized and protracted training, for avariety of employeeswill need to be
consdered. During the continued state of trangtion in government, the donor nations assisting in
local government are good resourcesto rely on for training. Adminigtrations should not hesitate to
ask specificaly for what they want from these consultants. Most will respond readily because they
gppreciate working on issues that they know are needed by the local governments.

When developing atraining program both in the present and for the future, keep in mind that
there is no "one best method" for training and that many approaches work. True, some topics lend
themsdlves better to certain training methods but developing new ways to cover old ideas may add
to employee mativation and willingnessto learn. Consider the following approaches which steer
away from the traditiond "lecture’ method of training.

Conducting inspections and Tours

Field Trips

Demondrations

Smulated Stuations

Role Playing

Discussons

Participatory exercises or demongtrations

Rotation of work assgnments

Exercises which produce and "end product” (i.e. an improved report, or revised
procedure for telephone answering)

O O O O O O O O O

Thetraining process has anumber of beneficid sde effects. Chief among them isthe direct
benefit of what the employee learns. However, thereisdso afeding by the employee, that
someone cares enough to teach him the things he needs to do agood job. The employee beginsto
fed that the organization does vaue him or her and iswilling to invest inthem.  Thisdmost dways
results in better performance.
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One good way of managing the training process, which is used by many public entitiesisthe
edtablishment of atraining committee within the organization. The Mayor should gppoint a number
of upper and middle level personne who would have the responsibility to meet regularly to discuss,
organize, plan and coordinate the training for the municipa gaff. (It isaso politicaly astute to
gppoint amember of city council, Snce sooner or later the training will cost money, and council will
have to gpprove the funding. Including them in the process from the beginning makes them fed as
though they have some ownership of the issue.

V. MEASURING PERSONNEL EFFECTIVENESS

Measuring Personne effectiveness through employee review is another important
factor in the improvement of individua production and efficiency. It is important to have some type
of an evaluation so that supervisors can critique the work of the employee and suggest methods for
improvement, as well as to recognize superior performance. If amerit system of pay increases can
be established it would be the evauation system that would be used to determine the digibility of
merit pay increases. Evauations should be done annualy or semi annualy with an eye toward
assuring that each employee is given the congtructive criticism needed to carry out the function as
desred. It dso gives management a system of evaluating the strong employees and the wesker
ones. This can lead to better rewarding of those who do perform and the gradua eimination of
those who do not. Itiscritica for al to understand that the main purpose of the employee review is
to insure that the supervisor and employee are in agreement with what the job expectations are and
what congtitutes acceptable performance. The review of the performance of the past period as well
as the setting of expectations for the future are the two mgjor gods of any evauation program.

An evduation system needs to systematic and insure that al employees with like jobs are
being rated againgt the same criteria. A critica feature of an evauaion system is the requirement
that the employee and supervisor meet to discuss the evauation and look at future gods. These
sessons should identify strong and week points in the individuals achievement and provide
congtructive counsd to each worker based on these observations. Thus the personnd evaluation
becomes the individual extension of the process of setting goa's and objectives for a department.

Employee evaluations aso form an objective bass for personnel actions. Management can
use the results for selection of new positions and promotions as well as for the reward and saary
increase features mentioned before. 1n aggregate the evauations will aso help the management
define new policies and procedures for the betterment of the working conditions.

1. Using Employee Evaluations

Evauaion isanaturd human phenomenon. Each one of usis congtantly evauating and
being evduated. We are evauated many times without our knowing it, by the public we serve, by
our supervisors, by our fellow workers - even by oursdves. Evauation provides us with a guide for
action.

City administrators must choose people for promotion and for responsible positions on the
basis of impressons. These impressions should be based upon the abilities of each person and upon
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how much he would contribute toward providing courteous and efficient municipa services. They
should not be based upon persond or subjective bias. The use of aforma evauation program for a
municipdity isthe primary method of making regular, congstent and objective reviews of personnel.

Thistechnical note isintended as a proposd for management and an aid to the supervisor
for conducting effective employee evauations. It covers the purposes of evaluation, the time and
frequency of evaluations, work performance standards, things to waich for in employee evaluation,
and things to consider when conducting evauation interviews. 1t is hoped that Municipditieswill use
it to their advantage in creating a more effective and understanding work place.

2. Time and Freguency of Evaluations

Regular performance evaluations should be conducted at specific time intervals.
Municipdities may choose the frequency based on their individua needs. Many municipdities hire
new employees on a probationary basis. Thisisathreeto sx month period to seeif the employeeis
qudified for thejob. If such asystem exists an evauation should be held haf way through the
evauation period and again at the end of it. After that al employees should recelve a least an
evauation from their supervisor.

It should be kept in mind that the idea of a probation period isto alow management the
prerogative of releasing an employee a any time if they are not fit for the job. However, the
evauation at the end of the probationary period should contain a statement by the supervisor
indicating whether he does or does not recommend the retention of the employee as a permanent
employee.

Regular evauations should be initiated by the Personnd department or the Chief
Adminigrative officer (perhaps the Deputy Mayor or Secretary of the Administration.) Each
supervisor should be notified of the due date in advance. Specid evauations (for superior
performance or specific problems of a severe nature) should be initiated by the division or

department.

3. Purposes of the Evaluation

Performance evaluation isaway to clarify what is expected on thejob. It assstsin
developing standards of satisfactory performance by setting forth the quaity and quantity of work
that is acceptable and adequate for aparticular job. Thisworks to the benefit of the employee, the
supervisor and the municipdity.

Performance evauations should fortify and improve employee performance by identifying
strong and wesk pointsin individua achievements, recording these as objectively as possible, and
providing congtructive counsel to each worker based on these observations. It lets the employee
know where he stands with respect to hiswork. It helpshim, and the supervisor, do the job more
effectively and with more satisfactions.
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Employee evauations form an objective bass for personnel actions. They assst in selection
for placement and promotion, form abasis for awarding salary advancements within a given range
and in making other awards, and may be used to determine the order of retention in case of aneed
for staff reduction.

Employee evauations dso assist the Personnel Office in redefining and developing personnel
policy and procedures. They serve as a check on quaification requirements, examinations,
placement techniques, training needs and help to uncover instances where employees are not suited
for ajob.

Finaly evauation of employees helps the supervisor get someidea of how good ajob they
are doing as supervisor. Employee performance in ared sense reflects the supervison that an
employeeisrecaving.

4. Performance Standar ds

Performance standards, or work standards, are what the municipality and the supervisor
expect of the employee in terms of what is to be done, how much is to be done and how wdl it isto
be done.

Performance standards should be made clear to the employee when heisfirst selected,
oriented and trained. Both the supervisor and the employee should review the standards
occasondly, especidly if the job changes. What is most important is that the supervisor and the
worker have the same understanding of performance standards.

5. What to Watch for in Employee Evaluations

Supervisors are human, and as such are subject to basic persond likes and didikes. Thus,
supervisors, as dl other people tend to like some employees more and to like other employees |less.
The supervisor, however, should congtantly strive to treat al employees equally and evauate their

work fairly.

a What to appraise
It is the employee's performance on the particular job, not himsdf, that should be the
subject of analysts. Do not fdl into the trap of evauating based on persona bias, prejudice or
favoritism. For example, an employee should not be downgraded on an evauation for style of hair,
or wearing unusual clothes unless gppearance is directly related to the job requirements. Have a
thorough knowledge of the requirements and duties of each job that is to be evaluated.

b. Leniency
This error in judgement occurs when an employee s rated higher than hisred ability
indicates. Thisis by far the most common supervisory evauation error. Leniency in evaluation often
stems from a desire to keep the friendship of aworker, desire to prevent unpleasantness, desire to
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protect an employee with long service or afeding that alow rating indicates poor supervison.

c. Centra Tendency
When a supervisor does not know aworker well, does not have dl the facts, or
wishes to opt for an easy way out, he may rate an employee as"average’ Thismay not be atrue
rating and might be quite unfair to the employee or the municipality. Know your employees and be
willing to make an honest gppraisal.

d. Severity

Just the opposite of leniency, the error of severity arises when a supervisor
consstently underestimates an employee's performance or the degree of his desirable traits. Severity
is often the result of an overzedlous supervisor who is eager to establish himsdf or who is attempting
to change, in ashort period of time, what may have evolved over amuch longer span of time. High
standards are not unreasonable demands of a supervisor for his employees. However, the
supervisor should be sure that the standards are just high and not excessive, and are high for avadid
reason.

e. Halo Effect
The halo effect is operating when the supervisor rates each employeestraits on the
basis of hisoverdl esimate of him, and failsto consider eech trait separately. If he has a generdly
high opinion of the individud, he will give high assessments on dl the performance criteria. If he has
alow opinion, he will give him low assessments. 1n each case, the supervisor is making ratings
without looking for possble differences of individua behavior form trait to trait.

6. The Evaluation | nterview

Evauation methods are worthless unless they have full understanding, participation, and
acceptance of the employee being appraised. Holding an interview with the employee after your
evauation gives the employee an opportunity to gain that understanding, participation and
acceptance. 1t dso should let him know where he stands on his job performance and individua
development. Emphasis should aways be on the congructive Sde; thet is, on improvement, not just
on evauation for evaluation' sake.

a Preparation - Adequate preparation for the evaluaion interview is essentid if itisgoing to
gan sisfactory results. If theinterview is not skillfully handled, the employee may resent
comments on his shortcomings. Therefore, the supervisor must have a clear idea of what he wants
to accomplish. When getting reedy for the interview, have dl the facts that need to be discussed.
In addition to the present evauation, have the employee's file handy for written records of past
performance. Try aso to remember what has been covered with employeesin past meetings.
Review the employee's strengths and wesknesses. Try to work out a plan for improvement which
can be developed a the interview. Then set atime for the interview when it can bein private and
without interruptions.

23



b. Conducting the Interview - Use good interview techniquesin your meeting, Set the
employee a ease. A good way to begin is by letting the employee evduate himsdf. Ask himto
express what he thinks he has done well and what he could do better. He may even judge himsdlf
more severely that the supervisor.

After thisinitia step the supervisor begins his own interview by reviewing the strong points.
Praise him for any outstanding performance that has been observed. In discussing the employee's
week points, be sureto criticize gently but congtructively. Remember, the purposeisto get the
employee to become more effective. Stick to the facts and avoid generd criticisms. Listen to what
the employee has to say with an open mind. He may have a sound explanation for poor
performance.

It is very important to finish the interview by suggesting ideas for improvements and alowing
the employee to do the same. Set some goals for the coming year and be sure that they are clearly
understood.

c. After theinterview - Be sure to write down the important points covered immediately
after theinterview. Thisinformation will help when the next oneisdue. Follow up the evauation.
Be sureto live up to any promises that were made. If there are problems that are persistent the
supervisor should discuss them with their manager.

7. The Evaluation Form

Evauation forms differ from organization to organization. The important thing isto be sure
that the form that is being used is appropriate for the type of work being done and fits the needs of
the municipdity. Exhibit A isasample of an evauation form. It isnot acomplete form but is
summarized to provide the essence of how they work.

In the sample, there are seven performance factors, "Not Applicable”, "Unsatisfactory”,
"Improvement Needed”, "Competent”, "Good", "Very Good" and "Outstanding”. The supervisor
needs to place the appropriate code next to the criteria that best describes the performance . Each
code has anumerica equivaent. The summation of the scores will give an overdl performance
rating. A table giving categories of ratingsis at the end of the form.

Every evauation should aso have a pace for subjective comments and explanations of any
Outstanding or Unsatisfactory grades. Thisis an important feature in increasing the employee's
understanding of deficiencies or compliments and makes the evauation much more effective. A
gpace for the employee to Sgn acknowledging the evauation is dso important as it insures that there
can be no quedtion that the employee has seen the evaluation.

A sample evauation form that might be adapted for use in Macedonian citiesis providein
APPENDIX 3 of thismanual.

24



VI.EMPLOYER AND EMPLOYEE OBLIGATIONS.

At present thereis no civil service law which will provides aframework for the management
and development of municipa employees. There has been much consideration of such alaw at the
centra leve but it is ill questionable whether it isintended to cover loca governments.  While most
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locd governments may be hesitant to establish there own civil service system, putting into practice
many of the concepts can be of greet benefit.

In any contract between employer and employee there are Sipulated rights and
respongibilities on the part of both parties. Making sure that these rights and responsibilities are
clearly understood is a very important and reduces the chance of further problems.  The best way
to do thisisto reduce the rights and responsibilities, the expectations and rewards and generd
information concerning employment to writing and then digtributing it to al employees. The best
know method of doing this is through the employee manud.

1. Devaloping an Employee Handbook

The spectacle of aMayor being taken to court for supposedly violating an employeesrights
isnot in any way beneficid to the municipaity. Whether the complaint turns out to be valid or not
officids should go to considerable lengths to avoid such problems. One of the best ways to prevent
such incidents is by developing an employee manud or handbook. 1n addition the manua serves
numerous other purposes. The actud contents of an employee manud will vary from community to
community but should a a minimum contain certain basic information. Exhibit 9 outlines the basic
information that should be included in any employee manud.

Exhibit 9
SUGGESTED MINIMUM TOPICSTO BE INEMPLOYEE MANUAL
EMPLOYMENT SALARIESAND SOCIAL BENEFITS
* Recruitment *The classfication and Pay Plan
* Applicable Forms and Testing *Promotions and Transfers
* Selection Process *QOvertime Pay Policy
* Probation Period *Bendfits
EMPLOYMENT DEVELOPMENT INTERNAL RELATIONS
*Training Program/Policy *Hours of Work
*Promotions *Holiday Leave and Pay
* Award Policy *Sick Leave
DISCIPLINARY ACTION/SEPARATION * Meda Hours
*Warning and Reprimand * Employee Conduct
*Suspension *Tardiness, Absenteeism, Emergencies
*Dischargel Resgnation

* Employee Grievance Procedure

The primary purpose of the manud is to oecify in writing the policies of the municipdity
with regard to employees. It dso provides guidelines and rules governing the actions of employees
relaiveto their employer. Examples of the items to be included are the rules regarding attendance
and working hours, leave and vacation policies, Benefits, Policiesfor disciplinary action, grievances
and termination of employment. These policies need to be determined based on exigting law and the
desires of the adminigration. Typicaly amanud will aso have dl of the benefits that an employee
recaives and when they are entitled to them. If longevity plays apart in defining the benefit sructure
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or thelongevity plan. When aemployee evaluation program is adapted an explanation of the
program and the reasons for it should aso go in the manual.

The manud is badcaly amethod of communicating with employees. Employers should
consder it as one of the best ways of insuring that al employees get whatever information they need
to effectively and efficiently do their job. For that reason employers should not try to cut the policy
manud short. Once an employeeis on the job it is much more difficult to get them to understand
organization and policy issues because they become enmeshed in the "informa authority structure”
Thus items such as organization charts, explanations of overdl goas and objectives and the
expectations of the management should be included.

Once amanud isfully developed it isagood idea, although not absolutely necessary, to
haveit officidly adapted by City Council. This procedure adds another layer of credibility and helps
toinsurethe legdity of the policies, if ever tested in court . (If an adminigration intendsto do thisit
is helpful to include one or more council members in the development process so they have afeding
of ownership of the end product.). The end result will be a clearly Sated set of policies and
regulations leaving the employee with no doubt of what behavior is expected of him or her.

APPENDIX 2 of thismanud is a sample employee handbook which can be adapted to the
needs of the individua municipdlity.

VIlI. CONCLUSION AND ACKNOWLEDGMENTS
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In this period of rgpid societd change, governments at dl levels must continuoudy strive to
fogter and maintain legitimacy among its citizens. It isno longer possible to maintain sysems and
methods of administration which lack transparency or are shrouded in secrecy. More and more
citizens are demanding that their governments be accountable for the decisons that are made. It is
crucid that systems, such as personnel adminigtration programs, which are based on easily
demonstrated principles or legal bases be developed.

There are of course many more agpects of human resource adminigtration. Many of them
are specific to individua organizations and their needs. Those discussed in this monogram are
generdly applicable to any organization. Proper management of an organization's human resources
of the organization is crucid to its success. Employee cods are generaly in excess of 50% of the
budget, condtituting the single largest area of expense for virtudly dl loca governments. However,
the organization must never forget that the human e ement requires a different gpproach than
managing a system or function. Employees are people first and treated poorly will produce poor
results. Treated well the human resource will perform at levels beyond any possible expectation.

The Author wishes to acknowledge Lesh April, whose work on asimilar project in
Macedoniawas amode for much of the information used herein

The Author aso wishes to acknowledge and thank Mrs. Kay Lewis, former Personnel
Director of the City of Charleston SC., whose many years of help have been invaluable to his
understanding of good human resource management. The efforts, information and assstance of she
and her gaff are the basis for much of the materid in this manud.
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APPENDIX 1

SAMPLE JOB DESCRIPTIONS

CITY OF ANYWHERE POS TION DESCRIPTION
Position: Director of Economic development Department: Economic Development

Statement of Duties. The incumbent directs the activities of the City economic devel opment effort and acts as
the principal staff to the Economic Development Planning Commission

Distinguishing Featur es of Position: Employee isresponsible for the preparation of documents, records and
correspondence relating to alleconomic development. Performs avariety of complex administrative, technical and
professional tasksin the preparation and implementation of economic development plans, programs and services.
The Economic Development Director isunder the general supervision of the Mayor and exercises agreat deal of
discretion regarding the planning and performance of work.

Work Requirements:
Incumbent plans,directs and participatesin the administration of the economic development program
and other activities asfollows:
-Works with and provides staffing for the Economic Devel opment Commission (EDC) to produce the
Economic Development plan of the municipality.
-Coordinates with department heads to assure linkages exist between departments and what needs to be
done in the economic devel opment sphere, such as the capital plan, budgeting, public ~ works, etc.
-Maintains and inventory of land and buildings which are available or could be made available for
development purposes.
-Assists the EDC in designating which areas of the city will be recommended for utilization asindustrial,
commercial, mixed use and residential purposes.
-Advises potential investors on relevant rules, laws and regulations.
-Establishes working relationships with relevant institutions such as banks, universities, etc.
-Monitors quality of lifeissues such asavailability of housing, schools, recreation and cultural
activities
-Assistsin negotiations between potential joint venture partners.
-Other relevant duties as required.
Knowledge, Skillsand Abilities:
The Executive Director of Economic Development position requires:
-Considerable knowledge of economic devel opment techniques and procedures.
-Considerable knowledge of municipal and state laws related to development activities
-Considerable knowledge of the organization and functions of municipal government
-Ability to deal courteously with the public
-Ability to use computer for related functions
-Ability to read, understand and analyze business plans.
-An understanding of at least rudimentary funding mechanisms and real estate transactions
-Creativity and awillingnessto beinnovative
Experienceand Training
-At least four years experience in management and/or economic devel opment/business promotion
-College degree in business or public administration
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APPENDIX 1- CONTINUED

CITY OF ANYWHERE POSI TION DESCRIPTION
Position: City Treasurer Department: Finance
Statement of Duties: The incumbent performs responsible work of both a clerical and supervisory nature
in the area of municipal accounting and finance.

Distinguishing Features of Position: Employee isresponsible for the preparation of documents, records
and correspondence relating to all municipal functions. The work is performed with the help of clerical
assistance whom the employee supervises. Work isreviewed annually by an auditor. The Treasureis
under the general supervision of the Mayor and exercises agreat deal of discretion regarding the
planning and performance of work.

Work Requirements:

Incumbent plans,directs and participates in the collection of municipal revenue and in all
municipal accounting and bookkeeping activities as follows:

- Collets fundsincluding taxes, revenues from the sale of permits, fixed assets, fines, water

Jrents,
-Disburses funds including payrolls, accounts payable, injury claims.
-Prepares budget for each department
-Prepares various financial reports
-Handlesinvestment of municipal funds, as directed by the legislative body
-Closes and balances all accounts
-Attends meeting of legislative body and provides advise on financial issues
-Hires, trains and supervises all employees of department
-Performs related work as necessary

Knowledge, Skillsand Abilities:
The Treasure position requires:
-Considerable knowledge of municipal accounting and auditing procedures
-Considerable knowledge of municipal and state laws related to fiscal activities
-Considerable knowledge of the organization and functions of municipal government
-Ability to plan and direct operations of municipal accounting with little supervision
-Ability to make complex arithmetical calculations
-Ability to deal courteously with the public
-Ability to use computer for related functions

Experienceand Training
-At least four yearsin general municipal bookkeeping work required
-College degree in business administration
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APPENDIX 2 MODEL EMPLOYEE HANDBOOK

City of Anywhere
MACEDONIA

EMPLOYEE HANDBOOK

ED.NOTE: THE FOLLOWING ISA SAMPLE EMPLOYEE HANDBOOK. IT IS
COMPREHENSIVE FOR THE MUNICIPALITY FORWHICH IT WAS ORIGINALLY
CREATED. IT IS HOWEVER, ILLUSTRATIVE AND DESIGNED ONLY TO
PROVIDE A FORMAT AND SUGGESTED SUBJECTS FOR CONSIDERATION.
ANY OF THE ITEMSLISTED MAY BE OMITTED ORNEW ITEMSADDED IN THE
PROCESS OF MAKING THE HANDBOOK SUITABLE FOR EACH INDIVIDUAL
MUNICIPALITY. THE MOST IMPORTANT THING ISTO REMEMBER THAT THIS
DOCUMENT SHOULD PROVIDE AN EMPLOYEE WITH ASMUCH INFORMATION
ASPOSSIBLE ABOUT EMPLOYMENT WITH THE ORGANIZATION.
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ITALICIZED EDITORIAL NOTES APPEAR THROUGHOUT THE MANUAL
ASIN ORDER TO PROVIDE CLARIFICATION AND ADDITIONAL
INFORMATION ABOUT THE ISSUES DI SCUSSED.

CITY OF ANYWHERE
OFFICE OF THE MAYOR

Dear New Employee

We at the City of Anywhere, are proud that you have decided to join our family of municipal employees
and we look forward to amutually rewarding relationship. Each and every employeeiscritical to the successful
operation of the our City. Everyone, including you, isimportant and necessary in our endeavor to serve our
citizens.

| sincerely hope that you find working for the city arewarding experience. We are here to help in any
way we can - either through your direct supervisor or the Personnel Office.
Also, in City Hall is a suggestion box for the specific purpose of communicating directly with my officeif you
have an idea for making improvements. We are alwayswilling to listen.

Again, we are pleased you have joined our fine staff. Welcome to the City of Anywhere!

Most sincerely yours,

Mayor, City of Anywhere

Ed. Note: The Handbook should begin with a letter of welcome from the Mayor, to the
new employee

* * * * * * * * * * * *

EMPLOYEE HANDBOOK/ FOLDER AND OTHER WRITTEN POLICIES

This employee handbook/ folder and written personnel policies contain various provisions relating to your
employment. THISHANDBOOK/ FOLDER AND THESE POLICIES ARE NOT A CONTRACT OF
EMPLOYMENT. The provisions of this handbook/ folder and of our personnel policies are subject to change at
any time by the City of ANYWHERE Notwithstanding any of the provisions of this handbook/ folder or of any
personnel policy, all the employees of the City of Anywhere are A employees- at- will@ who may quit at any time
for any or no reason and who may be terminated at any time for any or no reason.
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Ed. Note: At the very beginning of the handbook should be a statement of the overall
policy of the municipality toward employment and employment rights.

CONTENTS

Welcome/l ntroduction

SECTIONI: YOUR JOB
Employment
Hours of Work
Payday
Types of employment
Overtime Compensation
Merit Principles

SECTION II: YOUR BENEFITS
Leave- Annual and Sick
Leave- Funeral, Military, Jury, Leave of Absence
Holidays
Hospital/ Medical Insurance
Retirement
Disability Retirement
Life Insurance
Workers Compensation

SECTION I1l: YOUR RESPONSIBILITIES
Personnel Records
Absence
Use of City Vehicles and Equipment
Secondary Employment
Exit Interview
Employee Assistance Program

SECTION IV: EMPLOYEE MANAGEMENT POLICIES
Merit principles
Employment of Relatives
On the Job Behavior
Policiesfor Corrective Action, Suspension, or Dismissal
Grievances
Termination of Employment

Ed. Note: Notice that the book is devided into four sections so asto make it convenient to
talk about what the rules of the orgaization are, what is expected of the employee, what
management expects and what the employee can expect in return for satisfactory
performance.
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WELCOME!

We welcome you as you begin your employment with the City of Anywhere. Your job is criticaly
important to the City. With your willingness to do good work and your cooperation with other
employees, we will serve the citizens of the City of Anywhere in a conscientious and public spirited
manner. Being amunicipa government organization, we must present a competent, professond
image in order to gain and maintain the confidence of those we serve. On and off the job, you
represent the City of Anywhere.

YOU ARE IMPORTANT

The City of Anywhere depends on you to carry out your responsbilities to the best of your ability.
We want you to help become a productive staff member as quickly as possible. We encourage your
growth and development and hope you find a chalenging and rewarding career with the City.

This handbook has been prepared to provide information about your job, benefits and services
avallable to you, and the City policies and procedures which gpply to you.

Read the information contained in this handbook very carefully. If you have questions about any
information, consult your supervisor.

You will be trained by your supervisor to perform the duties assigned to you. Be sureto gain aclear

understanding of your duties and how your work fitsinto the loca team effort. Always, consult your
supervisor whenever you have questions or problems. Communication is the key to your success.

INTRODUCTION TO THE CITY OF ANYWHERE

The City of Anywherer is served by a Mayor- Council form of government providing public services
to gpproximately 83,000 residents.

The City of Anywhere conssts of awork force of gpproximatdy 1,200 within its organizationd

dructure in various career fields and occupationd groupsincluding clerical, technical trades, public
safety, professona and adminigrative.
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Ed note: A new employeeis a very valuable resource that the organization will, overtime
invest a lot of money in. It isimportant to make them feel asthough management cares
about them and that they are immediately made to fedl like part of the team.

Section |
YOUR JOB

EMPLOYMENT

Selection of new employeesis carefully made. Equal opportunities for employment are provided for all
qualified candidates regardless of race, color, sex, religion, national origin, age, marital or veteran status, or the
presence of a non-job-related medical condition or disability.

The Personnel Department makes every effort to place applicants where they can make use of their
experience and ability.

HOURS OF WORK

The regular work hours and work schedule for City employees isdetermined by each Department/
Division Head. Y our supervisor will explain your work schedule.

Every City Employee is expected to be at work on time and as scheduled on aregular basis.

Any deviation from aregular work schedule must be approved in advance by the Department/ Division Head.

PAYDAY

Some City departments are paid every week and others are paid every two weeks. Consult your
supervisor or the Personnel Dept. to determine when your payday is.

The City isrequired to make deductions from your paycheck for:

- Federal and State withholding taxes

- Retirement contributions and Socia Security taxes

- Absences from work not covered by authorized leave credits
Other deductions such as medical and other insurance premiums, contributions, etc., may be requested and
authorized by you.

TYPES OF EMPLOYMENT

The City of Anywhere has the following five (5) types of employment classifications:
1. Full-time: A full-time employee who satisfactorily passes the probationary period attains
regular status.
2. Probationary: An employee hired to fill afull-time position. All new employees are subject to
one- year probationary period during which time the employee will be evaluated for regular
employment. During the probationary period:
- The employee may be terminated by the Department Head without cause;
- The employeeis not entitled to a hearing before the grievance committee;
- The employee may resign without giving notice.
3. Regular part-time: An employee hired for an unlimited period of part-time employment.
4, Temporary: Anemployee hired for alimited period of full-time employment during the year.

Positions in this category may develop due to special projects or additional workload for a
limited period ( often seasonal). Normally, the work week in this classification of employees would
consist of 30 to 40 hours per week.

5. Temporary/ Part-time:  An employee hired under the same conditions as atemporary employee, but
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whose services are needed on a part-time basis only. The work week for this classification of
employees would be less than 30 hours per week.

The following regulations apply to temporary and temporary part- time employees:

1 They may be hired without regard to most of the policies and proceduresin the Personnel Manual.
2. They will not be entitled to any of the leave that accrues to regular employees.

3. They are not subject to the rates of pay established by the pay plan.

4, They are not entitled to any fringe benefits.

OVERTIME COMPENSATION

Overtime compensation is granted for work performed beyond the normal 40 hours per week. Y our
supervisor determinesif overtime is necessary, and overtime must be approved for by your supervisor in order to
be paid as such. Y our classification determines the type of overtime compensation you will receive.

Exempt employees, or those whose jobs are deemed as executive, administrative or managerial, receive a
predetermined salary regardless of hours worked, and are not eligible for overtime salary or compensatory time
off.

Non- exempt employees who are required to work more 40 hours during the payroll will be paid for the
overtime at 1-1/2 their hourly rate of pay and will be granted compensatory time off. The employee must take the
compensatory time off within a 30 day period. The Department/ Division Head may deny an employee the option
of taking compensatory time- off if taking such time would interfere with smooth departmental operations.

Ed.Note: Thissection of the handbook is designed to insure that the employee knows the
basic perameters of the job. Itisgeneral and should apply to any jobsin the organization.
However, it iscritical that an employee's supervisor provide, in detail, the expectations

for the specific job the employee has been hired for

* * * * * * * * * * * *

SECTION I1
YOUR BENEFITS

The benefits offered by the City of Anywhere employees are wide ranging and comprehensive.

ANNUAL LEAVE

AsaCity of Anywhere employee, you will earn annual leave according to the following schedule. The
longer you work, the more annual leave you are granted. Regular part-time employees accrue leave at 2 therate
shown below:

When you have worked Annual leave earnings

1 month-5years 1 day per month

5 vyears -10years 1 1/4 daysper month
10 years - 15years 1 2 daysper month
15 years - 20years 1 3/4 days per month
over 20 years 2 days per month

Unused annual leave earned during the year may be carried forward to the next year. However, only two
times the number of hours earned during the year may be carried forward to the next year to the next year. Any
unused |eave over this amount will be lost at the end of the year. If you leave employment with the City, you will
be paid for unused annual |eave up to amaximum of two times your accrual rate.

SICK LEAVE

Full- time employees earn sick leave at the rate of one working day for each month of service, with a
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maximum of 90 working days. Regular part-time employees earn 2 that rate. Sick leave may be used for:

- illness, sickness ( employee only)

- Injury due to accidents ( employee only)

- Doctor, dental or optical appointments ( employee only)

- Seriousillness or accident involving an immediate family member

I1Iness should be reported to your immediate supervisor as soon as possible on the first day you are
absent; and on adaily or pre- arranged basis thereafter.

A supervisor has the right to require a doctor:s certification to verify an illness that exceeds three (3)
days.
If you leave City employment, your unused sick leaveislost.

FUNERAL LEAVE

A maximum of three working days leave with full pay may be granted to regular full-time and regular
part-time employees due to adeath in his’her immediate family.

GENERAL LEAVE OF ABSENCE

A general |eave of absence, without pay, may be granted by a Department Head for a specified period of
time, provided there is areasonable justification for such arequest.

HOLIDAYS
City of Anywhere employees observe the following holidays:
New Y ear-s Day National Holiday 28-29 Nov.
Little Baram Christmas
Big Bajram Labor Day (May 1)
Orthodox Easter Roman Easter

Others may be designated at the discretion of the Parliament.

HOSPITAL AND MEDICAL INSURANCE

Health/ dental and prescription drug coverage s provided for you and a portion of the premiumsis paid
by the City. Y ou will be given the opportunity to choose the health plan which best suits your needs.
Information on each plan available to your isincluded in your
A new employee packetl of information. An enrollment form in included with each of the plans. Y ou may elect to
carry coverage for your family by paying additional premiums. Any insurance premiums paid by you are
deducted from you paycheck.

RETIREMENT

Retirement benefits help you build afinancial program for your future. The city helps you build this
solid retirement program by sharing with the cost of your retirement and Social Security Programs.

Ed note: Compensation ismorethan just a paycheck. This section of the manual insures
that the employee will be aware of all the benefits and other means of compensation that
the organization is providing.

Ed. Note: At many places within the handbook it is necessary to refer to other documents
and manualsthat are also provided for the employees benefit and information. Any
retirement program that the municipality has should be described in detail

* * * * * * * * * * * * *

SECTION I11
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YOUR RESPONSIBILITIES

Y ou represent the City of Anywhere to you family and friends, members of the public and other
government officials. Theimpression you give through your work, your personnel communications, and you
appearance influences what people think of the City of Anywhere. Y our are our best public relations agent.

Y our are expected to conduct yourself in a professional manner at all times.

PERSONNEL RECORDS

Each new employeeisrequired to sign a statement authorizing verification of information given on
his/her application for employment. Those who show one or more years of post-secondary education may be
required to submit atranscript from the institution indicated.

It isimportant that the Personnel Department be informed as soon as possible of any chnagesin your
present status, or in the even that you plan to leave the municipal employement.

Thisinformation is necessary for proper administrtion of records and tax data. A changein
status might include:

-A change in name (through marriage or otherwise)
-A changein address

-A change in number of dependents

-A changein beneficiary on you insurance policy

In the event you plan to leave City employment for any reason you are requested to notify your
department head or supervisor at |east two weeksin advance of your leaving in order that a replacement may be
obtained.

ABSENCE

Employees will be held responsible for calling in, or having someone call in on atimely basisto notify
his/her department when sick, out with an on-job-injury, or absent for any reason. Failureto call in when absent
asinstructed by your supervisor or department head could result in disciplinary action, leading to termination.

EXCESSIVE ABSENCE

Excessive absence is considered to be:

1. Absence from work more than three (3) consecutive working days without proper notification to the

employee's department.

2. Absence from work without reasonabl e cause three (3) timesin thirty days, or atotal of six days
during theyear.

3. Frequent or chronic absence or tardiness which interferes with departmental operations, even though

thereis reasonable cause.

A supervisor hastheright to require adoctor's certificate to verify an illness that exceeds three (3) days.

AN EMPLOYEE MAY BE DISMISSED FOR EXCESSIVE ABSENTEEISM

SAFETY

Accidentsdon:t just A happen(, they are caused by unsafe acts or unsafe conditions. Every year, too
many workers throughout the nation suffer pain, inconvenience, loss of time and loss of life through on-the -job
accidents.

Safety is everyones responsibility. The City does everything it can to maintain safe working conditions, and to
train you in the safe way to perform your job. We cannot dot his without you. We need your support.

YOU ARE RESPONS BLE FOR SUPPORTING ALL ACCIDENTSTO YOUR SUPERVISOR IMMEDIATELY,
NO MATTER HOW MINOR THEY APPEAR TO BE.

USE OF CITY VEHICLES AND EQUIPMENT

Automobiles, motorcycles, trucks, and other vehicles and equipment are provided to facilitate the work
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of the City and to attend to public business. UNDER NO CIRCUMSTANCESWILL CITY EQUIPMENT,
MATERIALS, OR FACILITIESBE USED FOR PERSONAL BUSINESS.

Employees hired or promoted to a Drivers position must agree to abide by the A Schedul e of Chargesi
for al drivers. If you involved in an accident while operating a City vehicle, these charges will be made only when
City property is damaged due to your negligence. Amounts to be collected in restitution will be made by payroll
deduction.

SECONDARY EMPLOYMENT

City of Anywhere employees may accept secondary employment provided that it in no way constitutes
aconflict of interest or in any way compromises your position or that of the City. Permission for secondary
employment should be obtained, through your supervisor, from your department/ division head. Permission may
berevoked if the outside employment affects your normal competence in the performance of your job.

EXIT INTERVIEW

All- full time employees are asked to schedule an exit interview prior to their departure from City
employment. This conferenceisto ensure that City assets have been accounted for, that personnel records are
completed , and all personnel liabilities to the City have been cleared. This conference will also allow you to
discuss your reason for leaving and any positive or negative about aspects of your term of employment with the
City.

EMPLOYEE ASSISTANCE PROGRAM

If apersonal problemis adversely affecting your job performance, you may receive help through our
Employee Assistance Program. A brochure describing this program as been placed in the back pocket of this
handbook.

Ed. Note: An Employee Assistance Program is a modern technique used to assist workers
that have personal problems. (psychological, family, alcohol or drug induced, etc.) Often
these problems impact the quality of work that the employee isdoing and so it isequally
important for the organization asit isfor the employee, to do something about the
problem.

Ed.Note: In order for the organization to operate efficiently and effectively each employee
must do hisor her part. Failureto do thisleaves gapsin the ability to function. This
section of the report describes the general responsibilties that each employee must
undertake for the organization to be successful

* * * * * * * * * * * *

SECTION IV

MANAGEMENT POLICIESAND PROCEDURES

MERIT PRINCIPLES
THE EMPLOYMENT POLICIES AND PROCEDURES OF THE CITY OF ANYWHERE
WILL BE BASED ON THE FOLLOWING MERIT PRINCIPLES:
1. Recruiting, selecting and advancing of employeeswill be on the basis of their relative ability,
knowledge, and skills, including open consideration of qualified applicants for initial
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appointment. Recruiting efforts will be planned and carried out in an amanner that assures open

competition. Selection procedures will be job realted and will maximize vaidity, reliability and

objectivity; selection procedures for promoting employees to higher level positions must provide
eligible permanent employees an opportunity to be considered and adequately assure that all persons promoted
are qualified for the position.

2. Equitable and adequate compensation will be provided and maintained on a current baisisin
order to assure a high quality public work force.

3. Employees will be trained as needed to assure high quality performance.

4. Employees will be retrained on the baisis of their satisfactory performance and provisionswill  be
made for encouraging their best performance and for providing an opportunity to correct unsatisfactory
performance, and for separating employees whose unsatisfactory performance cannot be corrected.

5. Fair treatment of applicants and employeesin all aspects of personnel management without
regard to political affiliation, race, color, religious creed, national origin, age, disability or other non-
merit factors and with proper regard for their privacy and constitutional rights as citizens will be assured.

6. Employees will be protected against coercion for partisan political purposes and will be prohibited
from using their official authority for the prupose of interfering with or affecting the
result of an election or anomination for office.

EMPLOYMENT OF RELATIVES

Employment of relativesis permitted provided that the employment be in different departments/
divisions, and provided that the employment will not result in one member of the family supervising another
member of the family having influence over the employment, promotion, salary administration, or other related
management or personnel considerations of another family member.

POLICIES FOR CORRECTIVE ACTION, DISMISSAL, AND SUSPENSION

Policiesfor corrective action, dismissal and suspension are necessary for the maintenance of high
standards of performance and conduct throughout the City. It is hoped you will take your responsibilities
seriously and follow the policies and guidance of your supervisor. Failure to do so may result in disciplinary
cation or even dismissal. These policies have been formed for your benefit and that of the City.

Some causes for disciplinary action, dismissal or suspension included, but are not limited to:

1. PERFORMANCE OF DUTIES
- Inefficiency, incompetency, or negligence
- Careless or improper use of the City equipment
- Failure to work well with the public or employees
- Absence without approved leave
- Habitual improper use of sick leave
- Habitual failureto report for duty at the assigned time and place
- Failure to maintain a current license required by law to perform your job
2. PERSONAL CONDUCT
- Gross misconduct unbecoming a City employee
- Conviction of afelony
- Immoral conduct or acriminal act
- Misuse of City funds
- misrepresentation or falsification of information in order to secure job, obtain
insurance benefits or workers compensation
- Act to disrupt normal City operations
- Willful damageto lives or property
- Possession of unauthorized firearms, lethal weapons, or explosives on the job.
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- Refusal to accept areasonable and proper assignment from an authorized supervisor

(insubordination)

- Reporting to work under the influence of alcohol or drugs, or use of alcohol or drugs
onthejob.

- Offering or receiving money or giftsin exchange for favors or influence

- Betrayal of confidential information

- Taking part in political activities prohibited by law

GRIEVANCES

The City of Anywhere has a grievance procedure in place for any employee who has a complaint
regarding unfair or unlawful action taken in violation of rights under City policies asthey relate to employment.
Thisincludes, but isnot limited to, discharge, suspension, involuntary transfer, and demotion.

The steps are outlined in the grievance procedure must be followed by the employee when a complaint
occurs. Grievance procedure information may be obtained through the Personnel Department if needed.
Temporary and probationary employees are not eligible for a grievance hearing.

TERMINATION OF EMPLOYMENT

An employee may be terminated because of unsatisfactory service of work habits, attitudes or personal
conduct falls below desirable standards for continued employment. Should a previously terminated employee
apply for reemployment, the facts surrounding his/her previous separation will be reviewed.

Whenever questions arise regarding any area of your employment, consult your supervisor.
Communication is the key to meaningful employment. Good working relationships, built on mutual trust and
respect, will aid you throughout your career.

Y our supervisor isresponsible for work accomplished by your unit. Asaresult of thisresponsibility,
your work assignments, training performance review and evaluations will come from your supervisor.

It isyour responsibility to cooperate, learn and perform the assigned work the best of your ability. Y our
supervisor iswilling to provide the opportunity to be the knowledgeabl e employee you want to be, but you must
assume the responsihility for your work.

Thework of the City of Anywhreis challenging while rewarding. Through personal commitment to
perform your work to the best of your abilities, you help make a major contribution to the overall well-being of the
City of Anywhere and its citizens.

ED Note: In order to befair and even handed the organization must also spell out its
policies and responsibilities. 1n thisway there is no misunderstanding of what the
management wants from its employees. This part of the book is very important because it
prevents a lot of problems later on in the employer/employee relationship.
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APPENDIX 3
SAMPLE EMPLOYEE EVALUATION FORM
City of Anywhere
M acedonia

PERFORMANCE EVALUATION

Category: Labor/Trades Date
Employee Name: Department/Division
Report Period From: To:

Type of Report
(probation, annual, special)

Code: Not Applicable=N/A, Unsatisfactory = 1, Improvement Needed= 2, Competent=3
Good=4, Very Good=5, Outstanding=6

PERFORMANCE FACTOR = Thelevel of effectiveness to which the employee meets the following
criteria
Code

1 APPLYING JOB XKILLS
a. Demonstrates the skills and knowledge required to do the job
b. Recognizes shortcomingsto skill and seeksto correct them

2. WORKING INDEPENDENTLY
a. |s capable of working at locations with the supervisor isnot on site
b. produces work of acceptable quality regardless of the closeness of
supervision
3. LEARNING NEW KILLS
a. Learns new techniques to help insure cost effective and quality work
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b. Shows improved performance based on review by supervisor
c¢. Usesinformation form assigned training
4. USING AND MAINTAINING EQUIPMENT, TOOLSAND VEHICLES
a. Properly uses and maintains the equipment and tools of the job
b. Safeguardstools and equipment against |oss or theft
5. WORKING WITH OTHER EMPLOYEES
a. Works well with other employeesin the unit
b. Works cooperatively with others and creates an attitude of teamwork
6. FOLLOWING SUPERVISORY DIRECTION
a. Accepts work assignments from supervisors without complaint
b. Follows supervisor's direction regarding how isto be done.
c. Shows effortsto improve in areas when discrepancies are noted
7. ASSISTING IN TRAINING NEW EMPLOYEES
a. Assists or trainsinexperienced peers or lowest level employees
b. Observes the work of inexperienced crew and provides assistance
8.DOING QUALITY WORK
a. Show aconsistently low level of errors
b. Notices and corrects his own mistakes

9. DEALING WITH THE PUBLIC
a. Is courteous in answering questions from the public
b. Listensto complaints from public and attempts to answer questions
c. Keeps public's convenience in mind when work involvesinterruptions
d. Worksto develop a positive image of the Municipality
10. USING WORK TIME EFFECTIVELY
a. Uses available work time and approaches work in an organized manner
b. Stays at work until the job is done; avoids leaving the job unfinished
11. COMMUNICATING EFFECTIVELY
a.Understands information when it is communicated by others
b.Follows written and oral direction required to perform the job
c. Accurately relates information to supervisors or co-workers
12 ATTENDANCE AND PUNCTUALITY
a. Conscientious about work attendance
b. Requests leave in advance in order to help department scheduling
¢. Does not abuse break privileges and lunch hours
13. WORKING UNDER PRESSURE
a. Performs under pressure from deadlines
b. Adapts to new changing situations and retains composure
14. SELF-DISCIPLINE
a. Does not alow personal problemsto affect productivity
b. Confines personal business and personal callsto aminimum
15. SAFETY AND PHYSICAL CONDITION
a. Work methods consider safety for self and others
b. Demonstrates the physical energy and endurance needed for job
c. hasthe general health needed in relation to the job assignment

TOTAL POINTS
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COMMENTS SHEET
STRENGTHS: (specify)

WEAKNESS: (specify)

| certify that this report represents my best judgement of the employee:

Signature of Supervisor Title Date

| certify that this report has been discussed with me

Signature Date

Employee

Score Sheet for Labor Trades Category

(based on 43 coded grades with maximum possible score of 258)

Coded Grade Performance Level Aggregate Score
6 Outstanding 258-216
5 Very Good 215173
4 Good 172-130
3 Competent 129- 87
2 Improvement Needed 86- 44.
1 Unsatisfactory 43- 0




